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INSPECTOR GENERAL'S SURVEY
OF THE

CIA CAREER SERVICE

A. General

1. The purpose of this survey was to review the concept which
gave rise to a CIA Career Service; to evaluate five years of experience
with the Career Service Program snd to determine its suitability for
providing the Agency sound personnel mensgement.

2, To accomplish this, the views of top mensgement officials
and senior supervisors were solicited in the form of a questlonnaire.
In addition hundreds of personel interviews with steff employees were
conducted and a detailed exemination of the development and formula-
tion of personnel policies and procedures was undertaken. The career
programs of other Govermment sgencles were studied and extensive use
was mede of reports by American Manasgement Assoclatilons, Harvard
Business Review and other publications in the personnel management
field.

B. History

1. Since 1951, the development of & Career Service for CIA
can be characterized as a slow but continuous evolution. The keel was
laid in 1952 and the progrem leunched with great promise before an
assembly of 600 senior supervisors in the Department of Agriculture
Auditorium on 3 August 1954. The progrsm survived its fifth anniversary
this year with mixed feelings as to its success or failure as en appro-

priste device for personnel mensgement within CIA.

1
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2, Tt was during the period of forced expansion in 1931 that the
then DCI first broached the idea of a CIA Career Service. IHe was con-
sclous of the debilitating effect that the assimilation of large numbers
of untreined individuels would eventuslly have upon the quality and
integrity of a professional intelligence service. He sensed the urgency
of laying the foundation for & permenent, trained corps of careerists,
dedicated to the intelligence service and around which could be bullt an
expanded service when necessary to meet national emergencies.

3. In Januery 1952, the DCI constituted a CIA Career Service
Cormittee consisting of four senior Agency officiels to develop this concept
of & career-type professional intelligence corps for CIA, comparable in
attractiveness of service and other inducements to that offered to mem-
bers of the Foreign Service, Department of State. The Committee was
further instructed to develop ways and meens whereby carefully selected
and dedicated professionals, slready Agency employees, could be identified
and trained for key positions in the Agency. The Director intended to
provide the National Security Council the support of & truly professionsl
intelligence orgenization.

., Even before the CIA Career Service Committee officially
presented its program for the development of & CIA Career Service, the
DCI's concept of a hard core of professionel intelligence officers pro-
voked strong opposition. Somehow "herd core" was transmuited to "Elite
Corps" with its worst imputations. The architects, therefore, submitted
a far broader concept designed to accommodate the objectors by removing
the essential limiting requirements.

5. The jettlsoned "hard core" concept produced three critical

problems in personnel management:
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a. The megnitude of the program was increased a hundredfold

b. Training requirements were distorted and disorgeanized, and

c. The Board and Panel mechanism devised to implement the
program was cumbersome and slow, and usurped much of the authority and
responsibility of the Director df Personnel.

6. The efforts of this Committee culminated in & report to the
Director which embodied the following outline of a basic program for the
development of a CIA Career Service:

8. Orgenization and determination of the functions of Career
Service Bosards and Panels

b. Development of a new personnel eveluation report

¢. Provisions for en Executlve Inventory

d. Establishment of a Selection Board

e. Initiation of a formel training progream

f. A plan for Agency-wlde rotation of personnel

g. An Honor Awards System

h. A preliminary study of legislative actlon to establish a
Career Staff and to provide career benefits for employees.
This program was epproved by the Director on 13 June 1952, and the Deputy
Director (Administration) was assigned the respons:i.bili‘by for its implemen-
‘tation.

T. After it had completed thils assignment, the CIA Career Service
Committee was reconstituted as the CIA Career Service Board, similar in

composition end membership to the CIA Cereer Council of today.

-3 -
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C. CIA Career Service Board

1. TFor two years (June 1952 to August 1954) the CIA Career Service

Board met on en sverage of once a week. It reviewed, discussed end partislly

resolved meny controversisl issues brought to light by task forces and
study groups that were appointed to devise ways and means of proceeding
with the spproved Cereer Service Progrem.

2. The mimutes of these meetings describe a tortuous path of
trial and error. Confllct of interest, selfish indulgence in safeguarding
prerogatives, plus the unique problems of compartmentation and security
were but & few impediments to progress, yet the Boeard accomplished & great
deal. It acted boldly on matters of policy and substance, but became so
deeply emmeshed in the implementation of its own recommendations that it
completely absorbed some of the primery funetions of the Director of
Personnel.

3+ On the record, and for all intents and purposes, the CIA
Career Service Board was established as & policymeking group to (a) sdviee
the DCI; (b) assist the Director of Personnel; and (c¢) coordinate the
activities of senior supervisors in the administretion of & CIA Career
Service Progrem. Prior to and during this period, the Agency lacked a
strong Director of Personnel. The ilncumbent possessed neither vision nor
understanding, nor did his position commend the necessary respect within
the Agency to entrust to him centralized control of CIA Career Menegement.
For better or for worse, this state of affairs merked the decline and fall
of the Director of Persomnel from the power of influence and control in
Agency personnel matters.

4., It has taken more then six years to assemble the proper tools

to accomplish the difficult task of mensging the careers of Career
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machinery proceeded much in the style of "the house that Jack bullt", added
to piece by piece as each new policy and procedure was spproved by the CIA
Career Service Board. Two provisions sdopted by the CIA Career Service
Boerd were speedily implemented:

a. The JOT Program, which has been successful from the
beginning; and,

b. The compilation of an Executive Inventory of some 150
outstanding senior professionals for key asslgnments.

5. The JOT Program is conducted by the Office of Training and was
not examined. in the course of this survey. Our previous surveys, however,
indicate that the program has been successful in providing the Agency with
young men of high capasbllities and excellent potential. Further comments
on this progrem will be found in other sections of this report.

6. The Executive Inventory was a stop-gap procedure to provide
the DCI with & slate of well known, dependeble and experienced Agency
employees for consideretion for placement in key positions at headquarters
and. abroad. An opportunity for career development wes lost when the
Executive Inventory was permitted to expire. It offered one of the basilc
elements of a career progrem; the ldentification of individuels with supe-
rior cepebilities. But with other essentiel elements missing the Executive
Inventory withered on the vine.

7. The mandate, "to maske the Agency a better place in which to
work," was the keystone of the CIA Career Service. It involved & legisle-
tive ﬁrogram to provide benefits to the employee, asnd required the adoption,
Agency-wide, of sound personalized, personnel mensgement that would attrect

and hold employees to a career in Intelligence.
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8. The CIA Career Board seldom experienced unenimity of views on
the problems under consideration. It moved slowly, a step at a time, to
maintain harmony in order to engage the full support of its members. In
reaching out to 1ts meny objectives, the Board found itself constently
involved in the towering burden of implementation.

9. The greatest attribute to the emergence of CIA Career Service
was the untiring and determined efforts of the Board to overcome bias and
frustration. The most tangible evidence of its success lies in the fact
that the Agency today is more conscious of its humasn resources than any
Agency of Government.

10. One major fallure of the CIA Career Board is also evident,
not from lack of consideration but from error in decislon. A Publicity
Task Force was appointed by the Board to develop a prospectus for distri-
bution to all employees on "What CIA Career Service Means to You." Psy-
chologically speaking, this was & vital step in the development of the
career progrem. It enesbled the supervisor and the employee to view the
purposes and mechanics of the program at firsthand. The Chalrmen of the
Career Board strongly urged the preparstion of such a document. Members
of the Board rejected the proposal for the none too valid reason that such
g document would solicit spirited and uncontrolled discussion among employ-
ees which would eventuaelly create undesirable publicity. Doubt as to the
outcome of the proposed legislation favorable to the employee contributed to
the finel demise of this proposal.

1l. In retrospect, no single decision of the CIA Cereer Board
contributed to grester misunderstanding of the eims and purposes of CIA

Career Service among all Agency employees. The painfully slow progress

in the implementation of approved policles has added to the misgivings
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voiced by meny supervisors and employees today on the effectiveness of
the program.

12. Offieclel records show that from the very beginning, the
Director of Personnel played & subordinate role in the formulation,
development snd implementation of Agency personnel policles. It is
important to recognize this fact to understand certain weaknesses in
Agency personnel mensgement that too often are charged sgainst the
Director of Personnel. A penetrating examination of all phaeses of
personnel mensgement leads us to the conclusion that the Heads of the
Career Services themselves must share much of the responsibility for
the slow progress that has been made under the Career Service Program.

D. The Ceareer Staff

1. After nearly two years of serious deliberation b&the CIA
Career Board there was established what 1s known as the Career Staff of
CIA. The purpose of the Career Staff was never clearly stated but it
was described as a '"group of carefully selected and trained individuals

who accept an obligation to devote themselves to the needs of the Agency,

and who intend to meke a career with the Agency," The 25X1A

Agency promised these selected individuals "preferential consideration
for job security and speclal training as well as other benefits and
facilities now or hereafter provided" in exchenge for the employee's
promise "to serve anywhere and at any time and for any kind of duty as
determinéd.by the needs of CIA."

2. The size of the Cafeer Steff was nelther fixed as a definite
figure nor wes it restricted to the chosen few. It was anticipated that
a great maejority of Agency staff employees and staff agents would choose

to become members of the Career Staff.
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3. The applicetion for membership is not a conbract nor is it
consldered a legal instrument, but merely a formalized statement of intent
by the individual and the Agency concerning the individualtls adoption of
a career with the organization.

k., Tt was contemplated that membership in the Career Staff
would be a prerequlsite for certeln orgenization-sponsored training gourses,
which could not be offered without reasoneble expectation that the Agency
would profit by the individual's contlnued employment.

5. The antleipated success of the Career Staff was predicated
on the good will and reasonsbleness exercised by employees and organization
officials in meeting their respective obligstions. In practice, over the
past five years, self-interest appears to have predominated sgainst the so-
called best interest of the Agency for two ressons: (1) There is no legal
status attached to the Career Staff; and (2) eligibility to membership is
practicelly unrestricted.

6. The CIA Caresr Service Board recognized the adventeges of
acquiring legal status for a Career Staff, but was unprepared at that
time to propose legislatlion that defined the obligations of an employee
on assumption of career gtatus. The Board further belileved that legal
status would give undesirable rigidity to this untried progrem, and declded
that the system should be introduced under normal Agency administrative
processes.

To It must be concluded that thls decision weaskened the con-
cept of g professional Career Service., With the exeeption of JOT's and
the more experienced older hands who accept directed and planned sssign-
ments as a part of their obligation to serve, there are far too many employ-
ees of all kinds and at all levels vho are indisposed to place the Agency's

1ntere sgppPoved Furikef38se 2002/07/10 : CIA-RDP78-05551A000200050019-0
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8, Selections of individusls for membership in the Career Staff
is both searching end thorough. At the gtart of the progrem it required
the full-time effort of ten individuals under the immediate direction of
the Executlve Secretary of the CIA Career Service Board to screen records
and prepere documentation for use by a Selection Board that is sppolinted
annuelly by the Director of personnel to consider applications for Career
Staff status. The Selection Board began to funcbion in 1954 and 1t was
well into 1958 before it completed the processing of those individuals
for Cgreer Staff status who entered on duty prior to its establishment.

A marked decrease in the volume of reerultment during the past few years
ensbles two full-time employees to hendle approximately 100 applications
per month and maintaln the progrem on a current basls. To date over
[::::::]applicétions have been procedsed with a record of less than 2%
resulting in deferred action or denial of membership in the Career Staff.

9, 1In all cages of non-acceptance the Director of Personnel
resolves the case with the Head of the Career Service concerned. An appeal
mechanism is provided in event the Head of the Career Service is not satis-
fied with the Selection Board decislon. There is no record of any such
appeal. having been mede. Rejectlons usuelly occur aa a result of confle
dentisl informatlon made availeble to the Director of Personnel during
the processing of the case through each of the seven offices of record:
Office of Security, Medical Staff, General Counsel, Assessment and Evalua-
tion Staff, Office of Tralning, Comptroller end the Inspector Genersal.

10. The selection process is a costly, time-consuming, formal
peper exerclse, in which the by-product (disqualification of 2% for
membership) assumes greater significence than the acceptance of 98% for

membership in the Career Staff. It is not uncommon thet an individual
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after careful and repetitious screening is approved for membership by the
Selection Board only to become within a short time the subject of an
adverse action for inefficlency, incompetence, or other evidence of
sub=gtandard performance.

1l. The feeling is universal among top menagement officlals,
genlor supervisors, and most employees that Career Staff status would
carry grester prestige within the organization if eligibility to nember-
ghip were more restrictive. At present, membership is open to all
employees who have served satisfactorily for three years in Job performance
and training; certified in good health by the Medical Staff; are acceptable
gecurlty risks; have evidenced good. conduct during the period and have
deleared their intention to meke a career with the Agency. An employee
deniled membership in the Career Staff may be qualified to continue his
employment in the Agency. No emolument or speclal priviliges accrue to a
Career Staff member that are not accorded the non-member. This situvation
has provoked ciiticlsm of a system thet confers Career status on 98% of
its eliglble employees but does not provide any penalty for not assuming
the obligations incurred by such membership.

12, It would appeer that under these ecireumstances the Agency
geilns nothing by extending merbership in the Career Staeff to all employees.
aince no distinction is made between intelligence careerlists and noi-
careerists, conferring Career status on all employees 1m meaningless.

13, Agency growth and experience over the past five years sug-
gests modification of the all-inclusive approach to membership in the
Career Staff based upon the following considerations: (1) the withholding

of career stastus from certain Agency employees would not deprive them of
any benefits, fancied or real, that other employces enjéﬂ'by virtue of
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membership in the Career Staff; (2) limiting career status to selected
individuals would not adversely affect the operations or mlssions of the
Agency; (3) The adverse effect on morale would be negligible if explana~-
tion for the procedure is presented honestly and gincerely. Appropriate
recommendations are made at the conclusion of this report on the CIA Career
Servlice.

E. Individual Career Plamnning

l. Based on a]‘apolicy that allows the individual employee to
express his career interests for an appropriate specified time, the Agency
has published a regulation which outlines the procedures to be followed
for the development of career plans. The regulation permits the employee
to document his amibtions with the hely and epprovel of his supervisor,
and with some assurance that this document will be considered by the Career
Service Bosrds and Panels concerned with hls career development, This
dooument is known as the Career Preference Outline (CPO).

2, Throughout the Agency career plenning is viewed ag a burden=-
some exercise that creates more problems then it solves. To avoid embarreass-
ment, and the accusation of not living up to 1ts promises, the Head of the
Clandestine Servicesf?ij}areer Service has jettisoned individual career planning
and substituted a more practical method of using the FMield Returnee Question-
naire (FRQ) as an ald in meking assigmments more competible with the express
desires of the individusl. For the large majorlty agsligned to the Clan-
degtine Services! Career Service, this substitution can be considered
adequate for the immediate future but in no way%a.n it be regarded as sound
long~range career planning.

3, Treatment accorded individuel career planning by the other

Career Services ranges from meticulous complience with the regulation to
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almost complete abandonment of its provisions. In genersl the results have
been unsatlsfactory regardless of which method is followed. Those who
have complied have acquired enormous flles of CPO forms end expended many
hours of time in conferring with employees but few plans have ever been
put into effect. Those who have sbandoned the program have recognized
1t as impractical and actu%ally counterproductive.

4., The principal defect of thls program is its mass approach.
It 1s based on the theory thet every employee should have a planned career
which he should design himself. The average employee who attempts to do
this is faced with the reelization that he i1s ignorant of the Agency and
1ts functlons outside his own component. His mupervisor selddﬂ?is sble
to assist him in this respect. When the career plan extends beyond the
limits of the immediate serviece (end it frequently does) even the Head of
the Service often is helpless to put the plan into effect because of

inadequate communications between services., When the plan is limited to

the immediate service there 1s no need for the eleborate progess=-it
beconmes a part of normel good personnel managemenp.y Furthermore, career
Planning on this basis is doomed to fallure because it is lacking in
Agency~determined objectives and thus cannot fill Agency needs. It is an
aimless procedure which all too often frustrates the individual, dulls
his enthusiaesm end ambition and ultimately defeats its own purpose.

5. Career planning can only be accomplished successfully on a
selective basis and with well defined objectives in view. It must be
glven guldance and direction by an instrucmené of the Agency having knowledge
of the over-all Agency needs and able to determine the necessary objectives.

It is for these reasons we believe the present individusl career planning

programs sBhould be permitted to dle quietly with the recision of
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Actlions recommended in other sectlons of this report will provide the
proper basls for career development and plamnning which will accomplish

the purpose at much lower cost. It is

204,
Recommended. that:
The Director of Personnel rescind[ _ |when action is
taken on recommendations appearing at the conclusion of this I

report.

. The Presgent Career Program

1. The present career program 1s outlined in[:::::::]where the

purpose is stated to be "to establish personnel mensgement practices which

will develop people to the fullest extent to meet present and antleipated

personnel needs of the Agency and encourage thelr longtime service with
the Agency." The purpose is fundamentally sound but the program suffers
from a lack of deflnition of the Agency's needs and the sbsence of
specific objectives. The regulation establishes the Career Service
mechlnery by designating several Career Services with Boards and Panels
to monitor the program and assligns primary responsibllity for dlrecting
the progrem to fhe Heads of Career Services.

2.> There were five career services: Clandestine Services,
Intelligence Production, Operations, Collection and Dissemination (now
Central Reference), and Support. TFor each there was appointed a Head of
Career Service who was advised aﬁd supported by a Board. Each service
except Collection and Dissemination had subordinate services each with a
Head of service and gupported by a Panel. There were a total of 20 sub=-

ordinate services. Changes and additions to the structure have been made

which for all practical purposes have éﬁvolved.into a separate service for

each of the organizational components of the DD/I and DD/S areas and a
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single service in the DD/P with six subordlnate panels. The nunber of
subordinate services now totels 26.%

3. Generally the Career Sérvice Bosrds and Panels have established
additional subordinate panels or commlttees to perform specific functions
such as competitive rankings for promotions or to handle the personnel
affalrs of various sube=divisions of the particular component. EFach board,
panel or committee has some form of secretariat or other administrative
support. A conservabtlve estimate based on information gathered in the
course of this survey places the total of senlor officers devoting part
of thelr time to the career program et 337 and s minimum of 6 officers
and clerks engaged full time in direct support. This does not include the
time and manpower expended in general support by the administrative steffs
of the offices and components of the Agency, nor does it include the bulk
of the Personnel Office.

4, Within the general framework of the career program as estab-
lished by regulstion each Career Service Board and Panel has developed 1its
own methods of operation. Some are highly formalized, others are very
informsl. Some meet as often as weekly while others meet on call with
intervals of slx or elght weeks between meetings. All act in an advisory
capaclty meking recommendations to the Head of the Service in matters of
sssigmments, promotions and treining. As a general rule the boards and
panels are concerned with employees through grade GS-14 while the Head of
the Service retains excluslive Jurisdiction for those above that grade.

Acceptance of board recommendations renges between 90 and 9%5%. Most of

¥Although the Clandestine Service Career Service is regarded as a
gingle serxrvice much of its personnel management still is handled on a
component basls., If theee are considered as separate subordinate
services the total would be 34,
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the boards do not concern themselves with}ﬂhtters of discipline, demotion
or selection out. Frequently their deliferations are conducted on actions
that have already taken plaece or declsions that have already been made by
the Head of the Service.

G. Evaluation of the Present Program

1. In our enslysis of the present progrem it becomes qulte apper-
ent that a tremendous effort 1s belng made in terms of time and menpower
t0 conduct this program bubt that career development, its principel purpose,
is not heing advanced effectively. The effort put forth by the Heads of
Career Services and the various boards and penels hes resulted in the
development of some sound policies and practices in personnel menagement.
Princlpal among these has been competitive promotion which at least
assures each employee of a periodic review of his status and due conslders-
tion of his performence and qualificetlon for advencement. The establish«
ment of boards and penels has been beneficial since they inject a measure
of impertielity into personnel mensgement and reduce to some extent the
practice of flagrent favoritism. PFinelly, the requirements of the program
are such that they compel senior officials to take a greeter part in per-
sonnel menegement than they otherwise might. It was noted in exemining
the operation of the program that the best managed career services which
contributed most to the employees were headed by officiels who believed in
it, accepted its purpose and pursued its objectives aggressively. Unfortu-
netely not all officials have supported the progrem fully.

2. The failure of the career program to achieve 1ts purpose is
due in large part to deficiencies inherent in the Career Service structure
end, to a mejor degree, to the inabllity of me.iiy senlor officials to under-

stand and sccept the basic requirements of career development. As we have
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found the Career Services are based on the Agencyt's organizationsl
structure which has the effect of creating seperate career services for
each Agency component. This accentuates and serves to perpetuate undesir-
able and harmful compertmentation which is not based on security needs.
There is very little communication between services and no provision hes
been made to facilitete essentiel actions trenscending the limits of the
immediate component. Furthermore, most of the services attempt to deal
with all the unrelated occupations found in their components such as sub-
stantive, operational, clerical, support, technical snd mensgerisl. Some
of these occupations are so narrow that career development is practically
impossible. Employees in interchangeeble occupations in other services
do not compete with one another nor is there effective freedom of movement
between services.

3+ Under this system career development depends largely on the
initietive of the individuel. If he feels impelled to meke a change, to
seek opportunity for edvancement, or to try his hand et a different branch
of service he must meke it on his own and he gets little or no assistance
from his Career Service. Those officials who are willing to help frequently
find themselves enmeshed in administrative red tape to a point of complete
frustration. Other supervisors, unfortunately, are less enlightened and
more self-serving; they tend to regerd such individusls as disgruntled
(which may be true) or disloyal. Where this attitude exists the individuel
employee may suffer a severe set back to his career if he has the temerity
to ask for the asslstance of the mechanism established for the purpose of
cereer development. His only opportunity lies in his ability to negotiste
a reasslgnment on his own (and this is done quite frequently) and then

sever comnections with his former service. The end result when succegsful
Approved For Release 2002@?@?3@@#&9?78-05551A000200050019-0
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is not a part of a planned calculeted action intended to meet an Agency
need but only one believed by the individuel to be in his own best interests.
There is a better than even chance that the action will actually be harmful
both to the individuel and the Agency.
i, Finally, & major deficlency of the current progrem is thet it
does not accept or concern itself with Intelligence as & profession or a
total occupation but is limited only to its separate parts. Its basic
concept implies that each office or each separate function is a career in
iteelf and it does not recognize the need for developing the fully experi-
enced, broad guage, professional intelligence men the Agency so bedly needs,
5. From this evalustion the conclusions we have reeched are
these:

a. The present program i1s inflexible and unresponsiiae to
the Agency's present and future needs. It does not meet the basic princi-
pel of career development; mobility and movement.

be It falls to meet the needs of the employees; it does not
offer broad opportunity for advencement, it frequently does not reward
the most deserving or properly deal with those who "do not perform as
effective members of the Agency."

c. It is undistinguisheble from the normal effective person=-
nel menagement the Agency has a right to expect from its managers and
executives.

d. It is lacking in specific objectives and can only develop
more specislists but not fully experienced personnel to fill the Agency's
key positions.

e. Perhaps most important it is lacking in suthoritative

centralized direction.

Approved For Release 20024 7]10 gIA RDP78-05551A000200050019-0
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6, In summexy, the present career progrem could be abolished
without significent loss to the Agency or its employees. The ssme essential
needs of the Agency recognized and defined by the founders of this progrem
exist todey unchanged and unfulfilled.

He The Need for & Career Development Program

1. Tbe two prineipal factors that meke a career progrem essential
to this Agency's future are:

&, To meke intelligence work sufficiently attractive to
induce well qualified young people to teke it up as a lifetime career,

be To ensure the thorough preparstion of the most capeble
people for key positions of responsibility in the Agency.

2., The present Career Service program does not deal effectively
with these factors. The Junior Officer Training Progrem (actually a sepa-
rate progrem) recognizes the needs expressed here but is too limited in
scope and duration to be e satisfactory substitute for career development,
This topic is further discussed in s subsequent section of this report.

3« In analyzing our current effort it is found that the Agency
hes 1little to offer young people that will meke & career in intelligence
work attractive. The glamor of espionage 1s & poweriul inducement to
some as 1s the psychological attraction of "being on the inside" in matters
of great importance in world affairs. The deeper and more sustalning
motivation of serving in the interest of netional security is the most
dursble inducement the Agency has to offer. But other aspects of work in
CIA should be examined also. The well-motivated. young men or woman graduste-
ing from college and thinking seriously sbout a lifelong career gives con-

sideration to these factors according to researchers in the employment field;
SRR
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8. Interesting and challenging work. Some jobs in this
Agency sre most Interesting and challenging but a very large part of
our work ls deadly monotonous, drudging routine.

be Travel. For some of our employees the desire to travel
will be gratified to the utmost. A majorlity will have little or no
opportunity to leave the shores of the U.S.

c. Opportunity for advancement, Under our present system
little assurasnce can be glven that the new employee will have opportunity
for advencement. Tomuch depends on individual initiative, accident of
essigmment, insdequate opportunity for training, rate of Agency growth,
and, unfortunately, personal influence.

d. High income, Government employment is bound to a
system that compensetes its members not for what they are worth but
according to the positions they occupys. At present the Agency 1s no
exception. However, under any system high income as s government
employee is unsttelnable,

e. Status. Some of our people mey achieve recognizsble
status within the Agency and the intelligence community. Beyond that
the requirements of security would inhlibit the "status seeker.”

f. Job security. There is no job security in CIA.

k, 1In comparison with private enterprise the Agenc;y hag little
to offer prospective employees but velued service to our country. And
even in the field of public service the Agency offers fewer material
advanteges then the Federel Clvil Service, All jobs in the Agency sare
"excepted positions" which have the effect of denying to Agency employees
some of the rights and privileges accorded to other govermment employees.

There 1s no open competition for ;L,gb,q,., romotlions, no open register from
Approved For Release 2_002/0?11ﬂj:l CIA-RDP78-05551A000200050019-0
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which employees or spplicants have the right to be selected. Employees
do not acquire Civil Service status or protective tenure., On separstion
from the Agency for any reason they heve no ressslgnment rights end if
they choose to remein in public service in some other Federal department
they must enter the competitive service as a new applicant. In other
words the Agency can offer the prospective employee no job security whatever.,
5, There 1s another aspect of Agency employment that mekes 1t

less attractive; the need to be sble to adjust to and live with the require-
ments of security. The initial clearsnce and polygreph test are generally
understood and accepted by the spplicant as a necessary step to employment.
The excessive delay still works a hardship end contributes to the high rate
of loss between acceptance and entrence on duty but this is & single
hurdle which is ultimaetely cleasred and the applica‘.n'b becomes a full‘ fledged
employee. Thereafter he must contend with the constent factor of security
which limits and restrains him throughout his entire career., Here sre &
few of the things the employee must accept as part of his job:

8. No public recognition.

b. Limited participation in community affairs

c. Certain limitations on assocletes

d. For some, a constent problem of conceglment of occupation

e. Limitations on discussion of work activities with family
and friends; in meny cases even with Agency assocletes

f. Constant strain of guarding speech and actions

6. The security factors of Agency employment probebly are not

compenseble, at least in measureble terms of salery or retirement. The
Psychigtric Division of the Medical Staff hes been studying the problen

but it still has meny months of work to complete before even tentative

TS pey g
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conclusions can be expected. We do know, however, through investigation
of individual cases that the pressures of security have contributed to
strained domestic reletions, broken famllies and in at least one instance,
sulcide., Compared to the relative freedom of other vocetions, intell-
gence work must be regerded 'as &n sbnormsal wey of life.

T+ We have not touched upon other psychologicael factors assocl-
gted with work situstlons found in Agencsr operetions which might conflict
with & person's moral or ethical stendards end the possible job failure
that could result., This i1s & rather nebulous ares and documented cases
gre few 1n number. Nevertheless, the problem 1s very real and should be
kept in mind in any consideration of the total problem of the adventages
and dissdvantages of an intelligence cereer. |

8. In sumexry the job prospects in the intelligence field are
not very gttractive. The Agency todey is steffed largely with men who
have experlenced one or more netlonal emergencies which have stimuleted
their dedication to the country's security. The disadventages are asccepted
although by no means disregerded. The present generstion from which we
must select our fubture officers is in a different position. A civilien
intelligence axm of the government still is an innovgtion; intelligence as
a profession haes not yet become firmly esteblished., Competition is keen
for the kind of young man we wish to recruit. He has & cholce of careers
all of which are more rewerding in meny weys {end much more secure) than
the intelligence service of the U.S. It is imperabtive therefore that we
take immediate steps to organize our career progrem so that it will offer
attractive lnducements to well qualified young people and develop them to
the fullest extent for & better Agency in the future.

ol
"\}ij;:n;hkgﬂ
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I. Fundamentals of Career Development

1. As we have seen on€ reagon for the failure of the present
career program to achieve its purpose is the lack of complete under-
standing and acceptance of the basic principleé of careexr development.
These are some of the pointe on which genei'al egreement must be reached:

a. Recognition of‘ Intgll:l.genee a8 a profession. This
ineludes all functions of the intelligence process from collection
through interpretation plus the covert action responsibilities of the
Agency and the integral support activities that are an essential part
of intelligence. |

b. There is a distinctlon to be drawm betwe_e_r}v ;I.ntelligence

careerists and non-careerist Agency employees. The latter will include

S ————

many specialists at all levels whose careers lie in other fields bub

whose services are required by the Agency in the performance of its
nmissions

¢. Career development is a highly selective process which
will ensure opportunity and preparation for ‘the most capeble. It is not
a form of paternalism intended to lead all employees by the hand from
EOD to retirement nor is it s blanket guarantee of success without effort.

2. There must also be general acceptance of these principles of
& careey program:

The growth pattern of the employee under & career progrem is
characterized by mobility and movement. He is encouraged to move from one
activity to enother to follow career opportunities, develop in his
gelected functional line of work and grow in his career field. He is
encouraged to be mobile in his earlier years; in his senior years he is

expected to stebilize in & senior managerial position to provide the
orgenizational continulty needed.

22
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3. The specific objectives which must be reached in order to
accomplish the purpose of & carser progrem are:
a. To develop capable people to perform effectively at
senior levels
b. To induce well qualified young people to take up &
career in intelligence work

J. Accomplishing the Objectives

‘ 1. The long range developmental progrem is based on (a)
introducing & steady flow of baslcally well qualified young people into
the intelligence field, (v) by a continuing process of monitoring and
screening identify those cepable of broad development, and (e¢) providing
the opportunity for advancement to positions of responsibility through
planned development. The program encompasses:
a. Early broad training and experience in the total field
of intelligence work
b. Experience in depth in a selected field during the
intemmediste period
¢. Cumulative development of increasing broad nanagerial
and occupational knowledge for application at the genior level
2. Assuming that a certain stability will be maintained in levels
of employment and that no major changes will take place in the Agency's
orgenizational structure the ultimete goal of this program 1s to fill the
25X1A |:|supergra.d.e executive positions and the several hundred senior menage-
riel positions (GS-14 and 15) with the best qualified people who have been
developed to the fullest extent in intelligence work. In the process there
will also be & substantial improvement of the productivity and performance

of employees who reach thelr meximum level of development at the
Approved For Release 2002/07/%%: CIA-RDP78-05551A000200050019-0
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intermediate stages so that the total effort is not too narrowly
focused on ‘the top positions only.

3. Attainment o:_t’ the first objective will aid materially in
acconmplishment of the second. A well defined career program which offers
Job prospects and opportunities for advancement will in itself make the
intelligence service attractive. Additional steps should be teken to
overcome the present disadvantages of Agency employment end to compensate
for the abnormalities of securlty service. Present efforts along these
lines should be expedited and new approaches should be explored. For
example, a tallor-made pay structure, a meﬁhod to reward ha.zardous duty
or exceptionel action beyond the normal requirements of the service,
extra compensation for hardship posts, more liberal retirement benefits,
ete.

K. Meeting the Present Needs

1. The discussion that has taken place thus far has been con-
cerned primarily with meeting the needs of the future. At the present
time, however, we have an Agency fully staffed with employees who have
not had the henefits of & proper career program snd for whom some pro-
vision must be made as & matter of priority.

2. Present employees at all levels must be equipped to do
their present jobs better and be prepared to assume greater Wrgggqmnai‘bilities
more effectively. They can be divided generally into three groups ;{ senioy
Mmriﬂ and executive, G8-14 and ebove; intermediate, GS-12 and 13;

Junior end trainee, GS-T7 through 1ll.

3. The senlor group must be carefully evaluated to determine:
a. Those who are inadequate for the position occupied and

have no potential.
Approved For Release 2002/07/&,9 : CIA-RDP78-05551A000200050019-0
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b. Those who are inadequate but have potential for improved
performance through development. »

¢. 'Those who are adequate for their positions and have
potential_for growth through development.

4, Prompt but fair and equitable disposition should be made of
the first category.

5 Development opportunities for the second categoxry are l_:l.m:l.ted
and probably should consist of adjustment of assigmment, internal or
external formal tralning, demot:lon 1f necessary.

6. The third category should have everything it needs including
personal rank assigmnments for essential work experience, formal _training,
highest level steff work for capable line officers and any other develop-
mental action that will bring results without regard for administrative
red tepe. Due consideration must be given to the number of productive
years remaining to the individual so that retirement does not overtake
him before development objectives are reached.

7. The intermediate group must be screened to identify those
having demonstrated capacity for development and glven every opportunity
%o acquire the training and experience they have been denled up to this
point and to seek the sssignments for which they are best quelified.
Those who have already reached their maximum level should be given what-
ever is necessary to make them more effective in their present jobs.

8. The junior group should also be thoroughly screened to
identify those with the best potential for development and to eliminate
those who do not measure up to professional gstandards. Those who are
retained should be directed to complete thelr spprenticeshlip in prepara-

tion for the specialized field they will pursue through the intermediate
Approved For Release 2002/07/219 : CIA-RDP78-05551A000200050019-0
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end senior stages. Elimination of the wnfit must be accomplished at the
earliest possible time in the interests of both the :I.nd.ividaml and the
Agency. The young men will adjust more read:;ly to separation and will find
reestablishment easier. The longer an inadequate ezﬁployee remalns on the
rolls the more difficult is the ultimate disposition.

L. Methods of Accomplishment

1. The objectives can be accomplished through a CIA Career Devel-
opment Board which wbtﬂ.d. be responsible for direqting the development pro-
gram. It should have & permanent Chalrman appointed by the DCI and three
members, senior officers, one from each Deputy Directorate assigned on a
tour of duty basis. It would be & full-time activity for eve_nr_mamber.
There would also be a secretariat with staff assistance provided by Office
of Personnel. The Board would make policy in the field of career sexrvice;
advise on standards of recrultment, training and performance; advise and
consent with respect to selection, training, assigpments and promotions;
end, on & selective ba.aia, monitor the careers of qua.lified persons.

It would meke use of the facilities of the present Career Service Boards
and Panels and the Office of Persomnel and not duplicate services now
being effectively provided by support components.

2, The Board would function independently of the chein of com-
mend, report directly to the DCI and exercise his euthority in the
implementation of its recormendations. To function sucqessfully it wox.ﬂ.d.
require the wholehearted support of the Deputy Directors and. Operating
Officials; it must also be provided with certain i_.nstruments of persuasion
to induce compliance with its actions. The seﬁice designations of all

professional trailnees should be with the Board until the apprenticeship
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period (5 years) is completed. Thereafter the Board will monitor and guide
career development on & selective basis but be vempowered to require training
or work experience as needed to insure proper completion of the develop-
nment process.

3. Once the Career Development Board has been established the
present Career Council, Supergrade Board, Selectlon Board and Exemining
Panels should be ebolished. The CD Board should determine eligibility for
membership in the Career Staff with the assistance of the Career Service
Boards end Penels. There should be a substantial reduction in the number
of such boards and panels probably evolving ulbtimately into major occupa-
tional groupings rather then orgenizational as at present.

M. Implementation

1. The eppointment of the Career Development Boerd should
take place immediately with the designation of & Chairman by the DCI
and a member each by the DD/P, DD/I, and DD/S. The Chairman should
appoint fhe Executive Secretary. The position of chairman should be
filled by s very senlor officer who has had broad experience in the
Agency, & good grasp of the problems of effective menpower utilizsation
end a complete acceptance of the feasibility and value of career
planning. The members of the Board also should be senior officers
each with extensive experience in his own area and a thorough knowledge
of its needs. Jdeally they should have a sound understanding of Agency-
wlde activities and problems as well.

2., The CD Board should be authorized by Agency regulation to
meke policy in the career service field; to advise the DCI in metters con-

cerned with career service; to give guidsnce and direction to the Heads
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of Career Services in matters concerning career development; and to direct
the implementation of the career development program. Although the Board
basically will be advisory in nature 1t must be given adequate authority
to accomplish the objectives of the program. Such authority musgt be
derived from the DCI. The Board should have the full support of all
Operating Officisls and it is anticipated that its determinations generally
will be acceptable to them. There may be occasions, however, when Qperat-
ing Officials lose sight of Agency interests in favor of thelr owm and
vhen this occurs the Board must have the suthoritetive backing of the DCI.

3. The Board should be a part of the 0ffice of the DCI and its
chaiyman should be responsible to the Director. Only two new positions
will be requiredj one for the Chairman, the other for the Executive
Secretary. The three members of the Board will he detailed from thelr
regpective organizations where they will return on completion of thelir
tours of duty. Normally the tours will be for three years but the initial
tour should be axranged so that there will be only one replacement each
year thereafter. The Chalrman and Executive Secretary should be permanent
assignments. Some additional clerical help may be required but the Board
should draw its administrative support primarily from the Career Service
Boards and Panels and the Office of Personnel.

L}, Since the Board is responsible for developing persons to the
fullest extent to meet the Agency's needs it must concern itself with all
employees regardless of grade or level. This will include supergrades as
well as all other personnel. As it assumes its full responsibilities for
policy meking and direction of the career program the need for existing
conmittees such as the Career Council and Supergrede Board willl diminish

and they can be eliminated. The proposed revision of the Career Staff
Approved For Release 2002/07/10 : CIA-RDP78-05551A000200050019-0
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process will eliminate the need for the Selection Board and Examining
Panels and the menpower savings should more than offset the cost of the
new positions.

5. The CD Board should ineugurate two major programs simulta~
neously; one directed at meeting present needs for a genersl improvement
of performance at all levels through development and the other concerned
with establishing the long range program to meet the Agency's fubure needs.
Both have been outlined in the preceding section of this rebort.. The
former will focus on the intermediate and senior levels of the Agency and
provide for appropriate training and work experience for the most capable
employees in these categories. Much of this will have to be done on an
individuel cese basis with the exercise of Judgment and care to achieve
meximum results with minimum disruption of current activities. This pro-
gram must be pursued vigorously teking advantage of 8ll the fecilities now
at hand. Tt must not be permitted to bog down because of involved adminis-
tretive procedures or be diverted from its ultimate goal for reasons of
expedience. It should be restated at this point thet this will be a highly
selective process and that no mess movement of people will occur. We
expect that the Board's actions will be accepted in good spirit and with
the knowledge that benefits will accrue to the Operating Official as well
as to the Agency and the individuel even though temporary Inconvenliences
may be encountered.

6. The Junior levels of present employees will become the
nucleus of the long range program. Some ilmmediate steps can be teken by
the Board to identify the more cepsble junior officers and to use existing
facilities to begln their development. Full implementation of the long
raenge program will require several months of careful planning and
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preparation not only by the Board but by the support offices that will

be most affected. As we have seen the induction of a steady flow of new
professional trainees is an essential part of the over-all career progrem.
The number has been estimated between 200 and 300 annuelly which is much
more then the current rate of input. It will mean increased recruitment
and processing for the Office of Personnel, a larger number of clearances
for Office of Securlty and more physlicel examinetions for the Medlcal
Staff. The Office of Training will require a training program more spe-
cifically tallored to meet these objectives then at present in addition
to increasing its capability to handle more trainees.

7. The basic program for junior professional employees encom-
passes a broad education in the totel field of intelligence from which
the individual "graduates" to a specialized field. The proposed period
gubstantial reasons in support of this determination. It allows ample
time for formal training purposes both indoctrinational end skill; it
will permit tour-of-duty experience assigmnments outside Washington head-
quarters; it will permit the individusl to try several career fields
thereby helping him to settle on his speclalty; it provides the employee
ample time to decide that he wants to make intelligence & lifetime career
and the Agency time enough to determine if it wents to keep him. It may
be r;fgarded as the "point of no return" at which the man elther quits the
Agency or commits himself to stay with 1t for life.

8. To describe the program in its simplest terms it may be well
to take it step by step beéinning with recruitment. Junior professionals
should be recrulted sgainst standards of béckgmund, education, tempera~-

ment snd character without having specific positions in mind. Recrulting
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on a broad bese will provide an adequate variety of talents and

aptitudes to ensble Job requirements to be met. The present facllities
of Office of Personnel should be capable of handling the volume without
undue strein. The EOD processing would be conducted as at present and
with the same facilities. Some adjustments mey have to be made to accom-
modate a larger Kolume of entrants but these should wait until experience
demonstrates the need.

9. The apprenticeship period in its earlier stages (charac-
terized by mobility end movement) should be devoted to a thorough indoc-
trinstion in intelligence work through formel and on-the-Job training
and actual work experience in the varlous parts of the Agency., Every
trainee should heve an opportunity to learn ebout information collection,
intelligence production, and support. The latter stages, probebly the
fourth snd fifth years, should be devoted to more intensive preparation
in the specific field for which he is best suited. It is at this stage
thet the more specielized, and more costly, training whould teke place.
It is anticipated that the attrition rate will be greatest during the
first three years and that those Junior professionals who survive this
stage will be better prepared for training in depth. It should elso
serve to reduce the cost of training since less wlll be wasted on people
who would not turn it to productive use.

10. The resemblance of this part of the development progrem to
the present JOT progrem should be quite apparent. It is in fact an
adeptation and enlargement of that progrem and should be handled by the
exigting facilities. Since this is largely a period of training end
preparation for a career in intelligence work it is eppropriate that it

be meneged by the Office of Training under the general dlrection of the

Yt Y,
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Developmen@ Bosrd. The seme principles of recrultment, selection,
indoctrination, and directed training will apply but on a broader

base. Instead of handling 7O or 80 JOT's as at present the program
will be geared up to handle 200 to 300 trainees end for a longer perlod
of time. This will not serve to dilute the JOT progrem as some critics
hold but wlll actually strengthen 1t by providing greater flexibllity
and increased renge. The superior JOT will not be lost to sight nor
will his development be reterded because of the larger number of persons
involved. In all educational processes students seek and reach their
own levels and the problem is one of adjusting the program to meet the
requirements of each level. We do not anticipate that there will be
extreme differences in the range of levels since the recruitment stend-
ards will remein high and selection still will be aimed at the highest
levels availsble. Furthermore we are confident in the ability of the
Office of Trainlng to meet theﬁprdblem.

11. Upon satisfactory completion of the basic five year period
the Development Board will assign the employee to a Career Service and
he will et the seme time acquire Career Staff status. Such assignment
will be based on the individuéié;Sdemonstrated capsbility and past
achievements, his aptitude end particular talents, and with due considera~
tion for the Agency's needs and his personel preference. It will be for
an extended period of time and marks the beginning of the intermediate
phase of his career. The Development Board with the support of the
Career Service Boards will monitor the progress of each individuel using
annual competitive evaluation, fitness reports, supervisor's recommenda~
tions end any other meens it may devise for this purpose. On & selective
basis the Boerd will ensure that the most capeble are provided ample

Soule i Lo o
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opportunity for advancement and that they will be fully prepared to
assume greater responsibilities. The Office of Training enters the
program in this phase too. It must provide effective means of preparing
Persons for positions having supervisory and menegerial requirements,
develop operational technical skills, arrange for external training for
speclal purposes and for academic refreshing. The same holds true for
the final career phase of preparstion for senior management and executive
positions., 1In both of these phases the Board will consider, advise and
consent to actions proposed by management for promotion, reassignment
and training and will plan and effect the development, on a selective
besis, of the most capable persons to £ill the Agency's key positions in
the future.

12. The Career Services as we have noted are too meny and too
limited in scope to permit the proper functioning of a career program.
They should be substantislly reduced in number and be established on
occupationel lines rather than orgenizational. A first step could be the
expansion of the Administration Cereer Service to include all senior
administrative and support officers throughout the Agency together with
Junior officers in the seame categories who qualify as careerists. Then
there should be set up & service for all Agency employees in clerical
positions. This would include stenographers, typists, clerks of all kinds,
messengers, couriers and semi-skilled workers not in Wege Board categories.
This is numerically a major segment of Agency employees which needs the
attention of a central gulding body. With an ennual turnover rate of
approximately 25% it does not lend itself to long range career planning;

however, it does contain & good many people with developmental potential

who are entitled to an opportunity F3-8 career in intelligence. A single
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Career Service for all of these employees should be sble to rerform a use-
ful service in developing reslistic recruitment and training standards

end Improved methods of assignment and reassignment. It should be able to
devote a full measure of its time and attention to the Agency-wide
problems of clerical support which now are being considered only pilecemeal
if at all,

13. Another group having similar occupational charscterictics is
found among the technicilans--those employees at various levels heving
technical skills needed in support of intelligence activities. These
would include business machine and computor operators, redio, teletype,
and other communications equipment operators, mechine meintenance men and
others in this general field. It would also include craftsmen in bther
fields such as visual alds, photographers, etc. There mey be compelling
reasons for leaving the Communicetions Career Service as it is now estab-
lished since 1t is one of the best in all respects. It is an ocecupational
entity concerned exclusively with a particular technical field. Meny
other technicians, however, are scattered in small groups throughout the
Agency and their careers are in the hands of a dozen different services
all heving substantlally different basic interests. We believe the careers
of techniclans should be guided by other techniciens rather than the
several separate office chiefs to whom they supply their services.

1k, From this point it is Just another step to provide for the
specialists; the persons whose true cereers lie in other professiocnal
fields but whose talents and skills are needed by the Agency. These are
the physiclens, psychiatrists, psychologists, scientists, economists,
educators, accountants, engineers and numerous others whose careers are

already developed before coming into the Agency, who wish to remain only
— 21
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in the limited capacity of their specialty and perhaps ultimately to
pursue their careers further in private life or elsewhere. Generally
they are brought into the Agency laterally at senior grade levels and
career development potential is minimal if it exists at all. They
should be regarded as non-careerists in intelligence and should not
be intermingled with true careerists. As in the case of the technicians,
it would serve a useful purpose to treat all these employees as a single
occupational group having its own Career Service to concern itself with
the multitude of problems arising from the nature of their employment
by the Agency.

15. Having provided for the majority of the Agency's employees,
what remains can be described as the hard core of professional intel-
ligence officers. These are the collectors, collators, evaluators,
enalysts and interpreters of informetion for whom there is no other work
then Intelligence. They are careerists in every sense of the word and
for whom e career program haes the most meaning. It is our view that
there should be but a single Career Service for sll Intelligence Officers
of the Agency without regard for organizetional boundsries or geographi-
cal location. This is the only epproach that provides answers to our
most perplexing questions. This 1s the body that requires the most
intensive and extensive training end special Preparation involving the
acquisition over the years of knowledge and experlence that has little
marketeble velue except in intelligence work. It is the group thaet is
readily distinguishable from Agency employees whose jobs differ in no
significant respect from those found in non-inteiligence agencies of the
government; for which long promised additional benefits can be Justified.

It is about the only group to whom sorely needed discipline can be

-
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applied which will generate the desired esprit de corps and give meaning

to the words "Intelligence Service."

16. We reslize that the proposed chenges in the present Career
Service structure will require equivalent changes in some of the present
personnel practices. The allocation of personnel cellings, determinetion
of everage grades, tebles of organization and perhaps even budgeting will
be affected by the conversion of many Career Services into & few. There
will be problems of sorting out employees and converting records to
reflect their chenged status, all of which will teke time and effort.
But none of these problems are insurmounteble end the benefits to be
derived will far outweigh the inconvenience incurred. We do not advocate
sudden end dr;étic change which would be disru#tive and demoralizing but
a gradusl evolution over a perlod of time thet may extend for & year or
two into the future. However, when the plans have been prepared and
essential detalls worked out it is imperative that all employees be fully
informed of the actions to be taken. It is the employees careers that are
at steke snd they have every right to know what is taeking plece and why.

17. A fineal comment must be made to complete thiégtudy. We
have examined the Agency's Caereer Program, evaluated its effectiveness and
identified its deficiencies, and offered a plan which we believe is sound
end has a reesonsble chance for success in reaching the desired objectives.
Tt must be thoroughly understood that the career development program is
not & panacea, not is it a substitute for the sound personnel management
expected of the Agency's responsible officlels. No program, no natter
how well conceived or soundly structured, can succeed without the full

and complete support of every supervisor, menager and execubive.
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18. Recommendations. It is

Recommended that:

8. The DCI authorize the esteblishment of a CIA Career
Development Boerd; appolnt & properly qualified senior officer
as 1lts permenent chairmen and three members, one each from
candidates nominated by the DD/P, DD/I and.DD/S; and, instruct
the Board to esteblish and direct a career program generally
conforming to the outline contained in the text of this report.

b. The DCI spprove the disestablishment of the CIA Career
Council and the Supergrade Board and the transfer of their
essentlal responsibilities to the CIA Career Development Board.

c. The DCI approve the dlsestablishment of the Selection
Board end Examinling Panels and the transfer of their responsi-
bilities to the appropriste Heads of Cereer Services.

d. The Deputy Directors issue instructions to their
Operating Officials to give full support to the Career
Development Board and to meke avallsable to it records and other
data pertinent to its mission.

e. The Chairmen, CIA Career Developuent Board, move with
deliberate speed to formulate the plans and procedures neces-
sary to conduct the career program and at the earliest practical
time prepeare and distribute to all employees a brochure explain-
ing in essential detail the purpose and objectives of the program
and. the methods of lmplementation.

ot e I LéA
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